hy should managers be interested in
pressure %roups? Because they @n
nrovide o business opportunity as well
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as a constraint on corporate adion.
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by N. Craig Smith

Why should managers be mleresied i pressure groups? The
nswer Lo s question. as many managers are increasingly
fnding, 1s that DIESRUe groups can be a constranl o
corporate action. [owever, this 1s fairly negative. Pressurc
groups Can nresent business ()pportuhities, as well @8
constraints. Furthermore, ONCE e role of pressure groups
in sociely is understood DY managers.. they may e

applauded, mther than condenwed.

Infredudion: From Live Aid to Apartheid

e aim of Lis articie 18 (o examine the nature of pressure
groups — \heir role, the dilferent Lypes thal may be found,
and how Lhey operale — and lo consider how managers
iy respond Lo groups itcrested in Lhelr business activites.

The Bun_d Aid Trust

!
The Band Ald Trust mav be thanght of as @ pressurc grodp ‘
i Ul iis exerting progsire an governiments Lo mereast ‘
their, #ido Africa. The 1985 Live Aid concert organised X

by Lo Geldof raised £60 million for fanune relief. and the
siderable

o ) I . oy
1946 Sport Aid event mised even morc. I'hese cons
Cwenl some way towards relieving the

\
|
| sums of money
—_— »~4—\—--»-:~'u-( (engin-Ehiel jiaand the
seople do €ie about the ctaring of Aneas
\ i sell-interested. Millions heve
‘

responded Lo plias for help.

Bawe shown haty
That peaple are ol entirely
cupressed heir copeeri it

~employees. For e

< e A e same time ey
Sudan.. Sl ¢ same bme they ;
' TIT I “'"'bomb——auﬁck-s—qanm
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People do nol only act oul of sell-interest, and this was
clearly demonstrated in the public support {or the Band
Aid Trust. It must be recognised that the public can be
concerned about issues Lhat do not even indirectly alfect
them or their interests. 1L is this concern that ceriain types
of pressure groups represent and attempt to harness.
They also act on issues hat bear more directly on people’s
interests. Many people were already concerned about
] r—be[m—'e——the—Ghemoby-\~dilsastefe'l‘—hcse
groups, 1 Uhe course of their efforts Lo tackle issues such
as pollution, nuclear disarmament and apartheid, for
evample, are [ikely to challenge business.

,_._-——————-—"“""“________-———-—-——“""‘”

Apan’heid
ppartheid in South Africa is 3 major issue resulting in
- pressure group lobbying of business. Corporale
involvement with South Afrca, through imvestments of the
supply of goods, has brought many [rms under attack by
concerned pressure groups. The Anti—Apartheid
Movement's boycott czmpaign has been running {or more
\ . (han.25 years, during which time L has succeeded in giving
| South African products a tainted image, partjculariy food
|- produce- such as Cape {ruit. On the 25th anniversary of
| |he Sharpevile shootings, many leading retall stores. in
response 103 reintensified campaign, agreed to refuse 10
sell South Alncan produce. Sainsbury, he largest UK
| grocery supplier. however, argued that it was up to the
\ customers Lo decide whether they wanted {0 buy South
Alrican goods. -
[ /// .

The apartheid example provides ons ilustration of the sort

anagers face in responding Lo pressurE
croups. Agreeing 10 their demands s often difficull
because they may be in conflict with the interests of other
stakeholdérs of the Orm, cuch as consumerns and
cample, a slore deciding to stock Israel

of problems. M

oranges, rather than South Alrican oranges at 2 lower
price, may cOme under criticism not only {rom constmers
concerned about the higher price but also an anti-Israel
group. The solution clearly lies in establishing priorities.
This, however. 18 far [rom easy when dezling with major

and often conflicting social issues.

The considerable problems posed [or many managers by
the issue of apartheid are also found 1o @ cimmilar form with

ynany other 1S5UES!
e Where should 2 firm sland on animal Tights?

e [ow should it respond Lo pressute groups aclive

on the issue?
Tn these cases, the criticism has now talén the form of
Jirecl action — butcher's shop \\rind‘o/\ﬁy;s;jbeih’g%&foken‘
(he release of Jnimals destinéd for vivisection, and even.
peoﬁ‘.c—inf-"-o1fvied_.im,é}:pﬁ‘iimm_'.i,_oﬁ;_,
usiness ol a putcher ot a laboratory
o is o (ravesty of the
4. ‘These busincsses

animals. The entire D
conducting experinents on anima
rights tie pressurc GTOURS identific
gl

A e T T -

T s S



might close down, hut to many this would be inconceivible
because of the perceived benefits they bring. How then

do managers respond?

some ways, easier for firms less involved
(aced may still be

Response is, in
with animals, although the problems

substantial.

——————

-+ Mars

In 1984, Mars had o respond to direct action by the Animal
Liberation Front. 1t was claimed that Mars chocolate bars
had been poisoned because of the firm's involvement in
animal =xperiments (on tooth decay). While the notes
slipped into Wrappers warned against eating cruelty-based
products, the claim of poisoning proved 0 be a hoax.
However, it involved Mars in the great expense of lost sales
and having to restore public confidence in the product. If
* the claim had not been hoax, it would probably have killed

the brand, as, well g the-unfortunaté people poisoned.

Wanagers, especially those in marketing, are ever more
likely to find themselves having to geal with these
situations, as pressurs groups seem gestined to become
more prominent and active against husiness. 1hese grouds
campaign over @ wide variety of issues apd use many
differ=nt t2Chict. Qften, the problem O respoRSE DeCOmES
complicated by conscience. Managers maY agree with
pressure groups! In other cases, however, 2 group's aims
- and/or methods may be abhorrent {0 the'manager Clearly
an unGersiandiiyg v we cressure group s wecessary for
an appropriate response. This involves an appreciation of
the issues on which the group i3 active and the naturé
of pressure groups. It s the latter which 18’ considerad
in Lhis article, having established the significance of
pressure group activity for management.

”

—

The Role of Pressure Groups

Groups are a key feature of society. One form is the
pressure group: an organisation that exists ''tO promote
the interests of a particular group of people, or to gain
acceptance for 2 particular point of view''|1].

/. Latham bas observed|l| that: "The chiel social values
" 4hKerished by individuals in modern sociely are realised

through groups...the individual has meaning oly i his

relations with others.” '

Reference 10 directories of pressure groups would suggest
that almost every aspect of snciety is represented by SOME
group, be it the National Council for Civil Liperties, OF
the British Goat Society. :

JILPQ.!LQQ@.L& @c,;,#ou,e,ichool,oj,tb ought_claims-t hat —
understanding the role of groups in poiitics 1s essential
to explanations of the political process. Bently suggests

that: *‘when the groups aré adequalely slated, everylhing

.__..__—___,__...—o—-——-'._..._-———'h .
(¢} DFO!’T\O[E causes ansing from a given
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s smlcd”i'zl. Accordingly, public policy my be understood
15 the equilibnum reached in the struggle Lo accommodale
conflicts of group interest. While there is debate about

Uis, it i important to acknowledge the major role ascnbed
to pressure groups.

Clearly, on the basis of the above, pressure groups are
an integral feature of the [abric of society and the political

rocess. However,

this applies equally 10 all groups. Dilferent

pressure groups exist,
demonstrate. Not only is there great diversity in terms

of the subject of {heir concern, but also in the ways they

exhibit Lhat concem:'lt is, of course, 23 particular type of
pressure group which is most likely to be found to

challenge managers in the way described esrlier.

types of

Pressure groups have been described, using an electrical
engineering analogy, 2as 2n Cauxiliary, circuit of
representationﬁf_o_{ iate there has Lo TEITEThING growth
in the number of pressure groups, providing, SCOPe for
greater politi.calo:participation,.This has’ been- widely
welcomed. But gespite the established and long-standing
role of pressuie .groups, ‘his term CaiTies unforiunate
associations: It is popularly used In an =motional and
~.derogatory way that denies the role of such groups. Even

og
misguidea prejudice.

academic Wrilers 278 guilty of this
Of course one may disagree with the aims of particular
groups, especially when they pose.a threat to one’s
interests or beliefs, but this should not lead to derision

it is_less meaningful-to-su ggest-that—

as the two examples above

Y any

of the form — not least because most p=ople arg members

of a pressure grevy of coo? 30T 07 orsthar o anvevent,

those opposed o pressure grouoé' do at least need to
accepl thal these groups will exist and have influence.

g5 gl [ gl eat f e
So although pressure Toups are a central fzature Ol the

~ political process and many of the populabion are members

of pressure groups, they are viewed with suspicion. To
be more precise, SOme groups areé less acceptable than
others to some people. In undorSMndmg pressure groups,

thereflore, an analysis of .the vanous types i3 required. -

Coxall}3} and others distinguish between two- types of
pressure group:
(1) the “eading interest’” or vgectional’’ 2roups, and

2y the "promotional", “‘rause’ Or vattjtude’” groups.

In the former, membership is based on the performance
of a specific economic role —as 2 coal miner ot a company
director. Sectional groups protect the interest of their
members, whereas promotional groups are held together
by 2 shared attitude and seek to promote 2 particular
Kimber and Richardson[2] put it:

. Sectionakpressure groups seek 10 protect the interests of
Yoo T ., e . R . N )
Iy ciyiparticelar s€CUON of society, while promouonal groups seek

cause. AS

SRR

cet of Ziituges.

e

Marsh|d) employs 2 continuum of pressure group types,
from the powerful “wconomic’’ grOUPS: such as the

¥
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~ gofar enough. Willetts|5) identifies eight types of pressure

i m Huntfon's Typolugy of Pressure (i roups
I

e e

———

Palitieal Specialisation

L High
Operational Groups: Representalive

- RN S
Natioral Union of Rzilwaymen
National Farme

Georgian Society
Educsational Association

" Differences between
to be the differences n
issue. Moreover, care

ssue ideological”
He writes:

" Union, to Lhe single
groups, such as the abortion lobby.

National Farmers

groups nrotect and promote the specific
economic interests of their members. while ideological
groups prormole of def=nd legisiative Or administrative change
[or ideological reasons. rather than 10 forward their
members’ pariicular financial interests.

Economic interest
Other groups that are

pressure g
density housing.

While this distinction 1s powerful and uselul, it does not I

craups:’ tTre #actional
groups. Yet he includes virtually al civil a
of whom do not have the prime purposeé of political
‘nfuence. This typology requires further refinement;
groups differ in terms of their political involvement.

,——

VI

groups ard five promotiona]. . o
ssociations, mMany Uigving conuierE T

Lypes which exist and t

H

The best classification would seem to be {hat blsred by Strategies an

Wootton|6]. He employs the promotiona]/sectiona]

gistinction (in reference 10 openness ©of membership — pressure groups may at

organisalions against versus organisalions for) and degree according to the type ol g
(our types. o pressure. is whether Lhe group has '

ntify

lisation Lo ide
[ with some examples.

of political specia
lyown in Table

group. These are s As a general rule, sect

while promotional group

s likely to come {rom the noting that many of the

polilical specialisation and open
This category includes, lor
and Greenpeace — groubs
nd active of late.

The lobbying of business 15 MO

groups with  high
membership (pmpagational).
example, CND, Anti-Apartheid
{hal have become IMOre arominent d

want it. Their rej
as Marshld] puls it
possible smasculation 0
too closely involved

ection

o rsyedEron O e
orederation sBrhSh Industres,

Membership Closed Law Society, Salfron
Walden Countryside Association Welsh Language Society
Saffron Walden Anti-Airport Commitlee
Expressive Groups: Propagational Groups:
Open National Trust Friends of the Earth Campaign
Homosexual Equality

Amnesly, Shelter

a pressure group and
priorities, with respect to a specific
must be
when self-appointed — claim to represent the community.

priorities. Are the campaigns a re
~oncern or class interest and prefere
the conservation of green-bell areas sough
roups may be at the

Pt

look at how they aclually operate. -

The avenues ol pressure

unlikely Lo be afforded insider statu

with governm

Croﬁps:

rs Union,

a firm are Likely

taken if sich groups —.
sed may favour ot
flection of community
nces? For example,
t by vanous
loss of cheaper and low

not organt

'
.

la of sroneure groups, the varjous

heir characteristics, we can now

4 Tactics

most readily available, by which’
ternpt to exert influence, vary
roup. Of particular importance,
snsider’ or ‘outsider” statust
ional groups nave insider status
s have outsider status. It is worth
new radical groups are not only
s, but may not even
eing co-opted, or
ned about the
f they become

is in fear of b
'they are CONCEr
[ their radicalism ]
ent’".

;.,('/' '

I{ is essential thal managers grasp the perspective of the _
presgure group challenging them. Consider what Des 1l has been suggested that the three principal avenues
Wilson, a well-known British campaigner, 1as said: of pressure are approached by groups in sequence: the
, . executive, parliament and public opinion. This sequence,
__when we talk of pressure groups We mean our ,-:.md. we however, 15 EETE tyTey rseé#@rﬁ['omotional gToups,
speak of pressure Eroups. apprcovmgly and positively. .- thus reflecting the insider-outsider differences of sectional

however H 2 aﬁ?ﬂﬂu@i}%pd 9kﬂg&%ﬁg‘@ﬂaﬁggﬁgg-‘“’?n‘d'promof:iona'l-*groupr—‘B‘ecause-—o(——the-—-ﬁesource_s__

we are Lhe least elfectre. TFor it ds oot only the poor who . . g i

available 1O sectional groups, promouonal groups are

have pressure groups — <o do Lhe rich: not only Lhe A
. N . . . R ¥
environmentalists and conservationists — 9 Jo the polluters S_l'iﬂelan‘l requue

and the squanderers of resources: nol only the civit
. ' 1 .

ol il ailamaIem

parliamentary apl

d to demonstreate the

of Lheir case, by first
on. Promotional

need for recognibon
ublic and then
grovps may

mobilising P
pressure




insider status.
cessartly
ulive

itimised and acquire
Sectional groups, On the other hand, need nol ne
lose their insider status when they turn from the exec
to parliament and the public opinion.

then become leg

s more
based
ups.

ssure group aclivily

the model is quite salely
on the inevitable differences in status of pressure gro

_ JIn-keepin g—-with-—this—and—rt»he-»ea dlier-comments-on-ty
of pressure groups, Willetts[5] writes:

In

complex than

reality, however, Pr¢
this, though

By the nature of their work, specific-issue Eroups are likely
10 be challenging orthodoxy. Often they are either raising

new issues...or they are trying to change the way existing
issues are handled. They usually con

centrate on influencing
public opinion and the media, and so tney hecome household
names.

ressure that s largely ignored
ving corporations may contain
hrough the firm lobbying
the group employs the insider
status of business. A coincidence of interests may occuh,
or the firm may be unable to ignore the demands of the
pressure group and have to make represe tations to the
government so 23 to protect ifs interasts.

is one avenue of p
Action invol
demands t

Business
in the literature.
support for legislative
for the group. In such & W&,

ons can be an actual target of

Alternatively, corporatl
pressurs i ir; their own night. In such cases,

Lo

group activity

pressure groups are acting o1l firms simply 10 achieve
- phanges in corporate behaviour. ence business is both
[ This ~ppen 3 10 D2

an avenue Of picsadis anc a larges.

increasing for three reasons:

1y the
becoming more
Margaret ThatC
very successiu
govemmant;

(2) The reluctance of governments 1o Isten to, let alone
head pressure group demands;

(3) The growing awareness of corporate power.

s can achieve 2r€
sed — In Britain,
ter has been
tations of

limits to what government
widely recogni
her as Prime Minis

| in reducing €xpe-

llenging firms 3€€7

Pressure groups are nov directly cha
y where the

as'responsib\e for grievances, particular!
government js unable or unwilling to act.

Nestle :
Nestle wes chalenge
marketing of its baby
governments Were una
despite Nesle's claims to the con
eventually establisned that the many i
malnutrition, as 2 consequence of the produ

‘ were the firm's responsibility. While there was nothing
et ~w-rong—w'iLh—the—»pfoducHts &if-,~’:‘ne~~ﬁfm*cou1d’"not—avoi
responsibility for its distribution Lo markets where il might
not be properly and safely used.

ssure groups over the
il in the Third World. The relevant
hle or unwilling to act. Moreover,
Lrary, the pressure groups
nfant deaths through
ct’s misuse,

d directly by pre

d.,.. e

e

[

pes BOWET has prompled groups

\b

Four principal avenues of pressure can therefore be
dentified — the £xeCu ive, parliament, public apinion and
husiness: The e’a:;zgfua_cecepss Lo these avenues depends
on the resources of the group. The difference in status
between the insider and outsider groups also comnes down
to resources — the greater the resources of a group, the
more likely it is 10 have insider status an

d access to the
executive. However, the increased recognition of cOrporate

m'ﬁWhﬁt@ﬁW? R
Jlternative solutions o problems they identify that involve
business — DY challenging firms directly.

and Actions
have three majo

Resources

Pressure groups r resources:

<

@ Commitment,

(2) Organisational cohesion,
(3 Stra;egié location. S
o be influsnced by the
depends on the

ddA

A1 organisation |

d cohesion ca
locaticn

Commitment an
group's efforts put strategic.
her than its efiorts

group s activities, rat

occupies a strong strategic position if it commands -
FesSOurces — energy, mMOney or food — thal are
indispensable L0 the conduct of a society’ {71

y
Various fac
position — such

tors affect the degree of strength of the group's
s whether it is 2 monopoly, in the
fcomoara the railway workers with

provisionofd SETVICT 1 -
the power workers) and whether it provides a professional
with doctors, nurses

cervice with pg_o_fes_-sional'noms {as

~nd teachers). According to this analysis, ‘promotional
groups have w23k strategic location. What sanctions €2n
promotiona] groups threaten Of employ in support of their
demands? Sactional groups Usé their structural positicn
in the economy; promotional groups can only use certain
rypes of action (or the threat of it) if their argument is

insufficient.

designed (o appeal to
rallies, marches or
s of direct action
lution to

ctions

such group actions are
via mestings,
There are also YP€
least in part, a 50
ivil disobedience @
lying down in front

Typicaly,
public opinion
demonstrations.
which are intended to be, at
ihe deinends of tic group. C
involving the blockade of factory gates,
of bulldozers, 0T the release of animals involved In animal
experiments, aré good examples of direct action that create
publicity and attempt to seek a more immediate solution

to the problem.

In order to gain acc o the executive, of gven the
e gislalure,thepomI a.f;group-mu;t_d.emcnsL@L‘.B_P_'J_bli;____
support. Direct -actiomn i the only-pther option, but is
justifiably seen 15 the last resort. Even if public opinion
does not provide the group with an input on decision

S
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